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1.0 Introduction

The Department of Energy's Office of Worker and Community Transition (DOE-WT) has
prepared this Reference Guide for Contractor Work Force Restructuring as a complement to the
Planning Guidance for Contractor Work Force Restructuring (December 1998), which was
developed to assist Department of Energy (DOE or the Department) field organizations to plan
for, and mitigate the impacts of, changes in the Department's contractor work force.

The Planning Guidance provides common objectives for work force restructuring while
emphasizing the importance of atailored approach at each site to meet these objectives. In
general, the guidance is not intended to be prescriptive; the cognizant field organizations have
primary responsibility for assuring planning and overseeing implementation of their work force
restructuring. The Department's field organizations are in the best position to consult with
affected stakeholders on these plans, to understand the unigque needs of work force restructuring
at field facilities, and to develop work force restructuring strategies best suited to each individual
facility. Consequently, as aresult of the work force restructuring activities conducted across the
DOE in recent years, there are many unique and significant examples of how different sites
tailored their approach to the common objectives identified in the Planning Guidance. This
Reference Guide briefly describes a number of these activities in an effort to provide additional
information on experiences at DOE sites for consideration by field organizations undergoing
continued work force restructuring activities. Points of contact are provided if the user is
interested in additional information on the activities described.

The Reference Guide includes examples of actions taken at individua sites on DOE work force
restructuring efforts. The examples range from the overall work force planning efforts to the
individual benefit programs offered to separated workers at various sites, with many of the
examples incorporating a number of issues relevant to work force restructuring. The examples
were developed by each individua site for inclusion in this volume.

Further, for a comparative perspective on the DOE examples, data is presented on work force
restructuring activities outside the DOE complex. Appendices A-D provide a brief overview of
restructuring benefits provided to private-sector employees, Department of Defense contractors,
federal military employees, and federal civilian employees as highlighted in public and private
sector publications.

Finaly, the Reference Guide is presented for illustrative purposes only, not as a prescription for
implementation. As appropriate, lessons learned in several of the examples are cited.

2.0 Ongoing Work Force Restructuring Plans
Work force restructuring activities continue throughout the Department, with a number of sites

moving from the prior episodic restructuring activities of the early to middle 1990s to a more
steady and continuous restructuring need and approach. Initial efforts at planning for these
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restructuring activities often resulted in the issuance of multiple plans for individual sites, leading
to some confusion regarding the benefits of current plans vis-a-vis earlier plans, excessive paper
work, and other concerns. To accommodate the need for continued restructuring, several sites
have developed work force restructuring plans that will guide their restructuring asit occurs. The
ongoing work force restructuring efforts at the Ohio Field Office and Oak Ridge Sites are
presented below.

Example: Ohio Field Office Sites (This example also incor porates aspects of work force
planning, communications and early closure strategies) [ Contact: Carol Wilson;
(p) 937-865-3871, (f) 937-865-3843]

The Fernald and Mound sites were key defense nuclear facilities during the Cold War. Fernald
processed nuclear fuel for the Department's defense reactor operations. Mound produced
numerous nuclear and mechanical parts for nuclear weapons and processed nuclear materials for
weapons and space applications. Due to shutdown of the Department's reactors in the late 1980s,
Fernald's production operations ceased in 1989. Site activities were put into standby mode as the
site contractor began to hire people to support the future cleanup effort. As part of the
Department's numerous studies on reconfiguration of the nuclear weapons complex, both Fernald
and Mound were officially deemed excess to the Department's future needs in 1993. Mound
continued production of selected nuclear weapon parts until 1995 to provide appropriate
inventories while defense technol ogies were transferred to other sites. With no continuing
defense-funded work, both sites began to offer voluntary separation programs to reduce
unnecessary employment. From FY 1993 to the end of FY 1999, Fernald reduced its work force
by more than 20 percent to about 1,900, and Mound reduced its work force by nearly 60 percent
to 730. These reductions completed defense downsizing at Fernald and Mound.

With no continuing mission, both sites began to define cleanup, transition, and closure strategies.
Cleanup and closure would require a different work force skill mix and new contracting methods
to complete the cleanup faster and at less cost than with traditional Department practices. In
moving from the defense to the environmental management program, the Department created the
Ohio Field Office (DOE-Ohio) to coordinate the efforts at Fernald and Mound. A comprehensive
Strategic Plan led to defined project baselines for the scope of work and the time frame to
complete the cleanup at each site. At Fernald, Fluor Fernald (FF) began work in 1992 under the
performance-based contracting concept. They stabilized the work force at about 2,000 as work
plans and worker skills were aligned. At Mound, EG& G Mound Applied Technologies
completed work under its management and operating contract on September 30, 1997. BWXT of
Ohio began operations at Mound on October 1, 1997, under a cost reimbursement, completion-
type-contracting concept. They hired approximately 700 people from the EG& G work force to
begin the contractual cleanup and closure effort. 1n moving to project-based work at both sites, it
became clear that as each project ended, necessary workers would be reassigned to other projects,
while other workers would be retrained or separated.
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Since virtually all jobs at these sites would end within a decade, DOE-Ohio developed a work
force restructuring plan that defined the path to closure. Strategic plans would relate approved
project schedules and contractor projections of the numbers and skills of workers to do the work.
Workers would then have a clear picture of when assigned work was complete and would have
time to identify opportunities for continuing work or pursuing other career opportunitiesin the
private sector. The plan tasked the site contractor to develop fewer costly, voluntary separation
programs, using work force planning as the foundation to help individual workersin transition to
private sector work when cleanup projects are complete. The plan also recognized the consensus
of stakeholder concerns about using scarce funds for completing cleanup and closure versus
providing incentives for workersto leave.

The underlying strategy of the DOE-Ohio plan shifted the primary focus of section 3161 benefits
from an incentivized separation program to a safety net for those workers who choose to remain
until project completion. Workers who do not enter into a voluntary separation agreement with
the contractor would be terminated when the work is complete. They would receive normal
contract severance and, if eligible, aminimal amount of benefits such as education, training, or
outplacement assistance under the authority of section 3161, and eligibility for medical coverage
under the authority of the Displaced Worker Medical Benefit Program. With a defined path to
closure for project work, worker skills, and a standard package of severance benefits, the DOE-
Ohio plan eliminates the need to develop individual action plans each time awork force reduction
IS necessary at each project site. Only Headquarters notification of the timing of reductionsis
now necessary. This Plan brings a more business-like approach to work force management,
saving the Department and the contractor time and money and providing the workers an
appropriate timeframe to meet individual needs in planning for future career opportunities.

During the first 2 years under the Plan, each site contractor developed methods to implement
work force planning and voluntary separation programs. Project baselines and the numbers and
skills of workers are defined at both sites, as required by the DOE-Ohio Strategic Plan. Fluor
Fernald implemented a managed attrition program where workers whose jobs are scheduled to
end within a 2-year window can begin to receive individual assistance in preparing for private-
sector work. Based in part on this improved communication, attrition at Fernald has now
declined to less than half of the historical rate. And, FF is accomplishing work force reductions at
acost less than contract severance. It isclear that sensitive work force planning and improved
communications help meet the spirit of section 3161. The primary measure of success of the
DOE-Ohio Work Force Restructuring Plan will be when the mgjority of workers leave each site
employed versus unemployed.

Example: Oak Ridge Operations Office (ORO) [Contact: Lisa Carter; (p) 865-241-9204, (f)
865-576-6864]

» Dueto budget uncertainties for current and future fiscal years, ORO found the “generic WFR
plan” of vaue dueto its ability to supplement the annual WFR plan with actual numbers
reflecting actions taken during the fiscal year, without having to modify the Plan itself.
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* A generic WFR plan eiminates the need to continually revise projections and numbers given
as estimates by the contractors, at the beginning or middle of the fiscal year through avehicle
such as the WFR Plan Addendum.

* The generic plan works for ORO because it is clearer on what is required, what is optional,
what is expected of the contractors, and what is not acceptable. The earlier plans were too
descriptive, too bogged down in the weeds, and were hard to understand because there was so
much verbiage that the reader had to interpret.

» The generic WFR plan provides for a more efficient use of human resources and support
personnel’ stimein providing information. In previous years, WFR plans had to be continually
updated every time a restructuring and downsizing was needed.

* With amore generic plan, it enables the ORO to move from budget driven reduction to
recognize a variety of changesin the way the ORO mission is accomplished, and focus more
on work force planning.

Disadvantages:

» With the lack of specific WFR information included in an annual plan, the ORO is more likely
to receive numerous requests for WFR information from HQ entities, media, and external
auditing agencies.

*  Without an updated annual plan, many stakeholders may not be aware of changesin DOE
missions, funding, and contractual change outs.

3.0 Work Force Planning

The primary objective of work force planning and restructuring is to retain and recruit, as
necessary, employees with the skills, knowledge and abilities necessary to effectively and safely
meet assigned and future missions within budget constraints. The Savannah River Site and
Lawrence Livermore National Laboratory examples provide their perspective on unique aspects
of work force planning activities.

Example: Savannah River Site (This example incorporates education/training benefits and
preference-in-hiring efforts) [ Contact: Sandi Pike; (p) 803-725-5904, (f) 803-726-
7631]

Oneinitiative taken at the Savannah River Site (SRS) under the umbrella of work force planning
and management came as a result of Westinghouse Savannah River Corporation (WSRC)
anticipating the need to fill a number of technical nonexempt positionsin FY 2000. Then current
(1999) attrition projections indicated the need for approximately 60 new employeesin these
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positions annually. Opportunities for retraining/reassignment into these positions were offered to
the existing work force. Once the pool of possible internal candidates is exhausted, WSRC
negotiated and reached a cooperative agreement with three local areatechnical collegesto
provide a pipeline of qualified external candidates for these positions.

As part of the agreement, the local colleges will include a substantial portion of the SRS
Fundamentals Training curriculum into their school curricula, which will eliminate approximately
9 weeks of post-hire training at SRS. Graduates of the technical college curriculawill meet al
initial entry requirements for hire into one of several SRS technical nonexempt units. The new
curricula, which will be incorporated into an approximate 1-year certificate program, began with
the Fall 1999 college semester. Enrollment is open to future SRS employees interested in
reassignment to one of these units, preference-in-hiring candidates, construction craft workers,
and the public. Until the end of calendar year 2000, each graduate of the college certificate
course, who is not hired within six months, will be eigible to receive up to $1,000 tuition
reimbursement from WSRC with the total amount available for such reimbursement capped at
$60,000. However, based on the projected attrition, it is estimated that approximately $430,000
in savings will be realized annudly.

Also, as part of WSRC's work force planning and management, a multi-phase Information
Technology (IT) retention plan was devel oped and implemented. Components of this plan
included a stay-on payment, a completion payment, and flexible workplace program, and it
targeted 23 IT professionals possessing critical skillsfor Site Y2K preparation. The retention
plan was successful in maintaining the full group during the critical time period--from
November 1, 1998, through May 31, 1999. Duein part to retaining these professionals, the site
completed the inventory, renovation, and testing of its computer systems, and ready to face the
Y 2K problem.

Example: Lawrence Livermore National Laboratory [ Contact: Margaret Carroll; (p) 510-637-
1892, (f) 510-637-2008]

Work force restructuring efforts at Lawrence Livermore National Laboratory (LLNL) began
during FY 1996 due to the convergence of three mgor drivers. changesin operational methods
and practices, changes in programs, and changes resulting from an internal cost-reduction study.
From these three main drivers, each LLNL organization analyzed its current work force and
planned future staffing requirements. A set of guidelines was provided by the LLNL Director's
Office to help each office achieve its planning goals. At the end of each organization's review
process, the Director's Office was provided with specific information regarding areas for
reduction or expansion. This analysis quantified the characteristics of the work force
restructuring and a systematic plan for reduction of the work force emerged. A voluntary
incentive became key to the LLNL’ s ability to reduce or eliminate the need for involuntary
separations in 1996.
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One ongoing aspect of work force planning involves the ability to retain the skills and capabilities
necessary to meet current and future missions. The keys to retaining these skills are recruiting
and training successor employees to replace skilled individuals leaving the program and
mechanisms for retaining skilled employees in the face of strong competition in the job market.

An example of one method for retaining skilled employees involves the termination of the Atomic
Vapor Laser Isotopic Separation (AVLIS) project and National Ignition Facility (NIF)
downsizings. LLNL employs a matrix system specifically to handle large changes in programs
and fluctuations in funding such as those exhibited by both the AVLIS and NIF programs. To
avoid reductions, skilled employees are placed in a pool and matrixed out to funded programs as
needed until such time as a permanent position becomes available, typically through attrition.
Thisinternal brokering process of matching skilled personnel with available-funded positions had
been a key to avoiding reductions-in-force and for providing a variety of career paths. To date,
no one has been involuntarily separated as aresult of the termination or budget reductions
associated with these programs.

Example: Idaho Site[ Contact: Richard Burger; (p) 208-526-0536, (f) 208-526-5969]

Due to an unanticipated budget shift in FY 2000, there was areal probability that some 60 site
workers at the Idaho Nuclear Technology and Engineering Center (INTEC) would need to be
reassigned.

However, working under the State of Idaho Voluntary Consent Order (VCO), program
management and project management directors at Bechtel BWXT Idaho, LLC (BBWI) integrated
work scope schedules and identified site-wide staffing needs at the Idaho National Engineering
and Environmental Laboratory (INEEL), thus mitigating adverse staffing issues. Through this
management and integration process, all impacted site workers were successfully transferred or
otherwise reassigned to other positions at the INEEL. No layoffs were necessary.

Following is a summary of the circumstances, management decisions, and successful outcomes of
work schedule and staffing integration activities.

In January 2000, fuel handlers were needed for transferring the Three Mile Island (TMI) fuel from
the Test Area North (TAN) storage pool. Although other fuel handlers were working at INTEC
on Spent Nuclear Fuel (SNF) Operations involving the transfer of fuel from the CPP-603 basins,
none could be spared for the TMI fuel transfer. Consequently, BBWI subcontracted additional
fuel handling operatorsto work at TAN.

In March 2000, INEEL SNF Program Managers identified that the SNF Operations needed to
reduce costs in FY 2000 to help balance the cost growth for transferring the TMI fuel to dry
storage. Although BBWI had identified cost reductions by efficiencies and by deferring other
SNF work, more cost reductions were needed. The INTEC Director and Deputy Director began
discussions with other INEEL facilities to identify vacancies that could use excess INTEC
workers.
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In July 2000, TAN identified that it needed more fuel handling operators. The work scope at
INTEC was reduced sufficiently in that three fuel operators were transferred to TAN. Even
though engineers, radiological control technicians, and operators were examining other
alternatives, more needed to be done to shift spending on the SNF program. It was determined
that some 60 site workers, including fuel handlers, supervisors, craft workers, quality assurance
(QA) inspectors, and radiological control (RADCON) technicians were at risk of transfer.

By August 2000, SNF Operations supervisors, together with the planning and controls engineer,
identified minimum activities that must be performed to maintain the INTEC SNF facilitiesin a
safe and compliant condition, while still receiving spent fuel from the Navy and the Advanced
Test Reactor (ATR). A detailed estimate was developed of the resources required to perform
these activities. Once the work scope and estimate were completed, all existing charge numbers
for the SNF program at INTEC were closed. New work authorizations and charge numbers were
issued for the reduced work scope.

Planned persona leave and deferred filling of vacancies were enough to maintain the staffing on
SNF activities at the lowered levels. Other INEEL facilities found funded work to which to
transfer personnel. Some of the subcontracted fuel handlers working on TMI fuel transfer had
terminated, so nine INTEC fuel handlers, together with two supervisors, were transferred to
TAN. These transfers were coordinated with bargaining-unit representatives. Also, the INTEC
mai ntenance manager contacted his counterparts at other site facilities and found other openings
to move employeesinto. Subsequently, twelve craft workers were temporarily loaned to other
facilities. Additionaly, two QA inspectors were transferred to the Radioactive Waste
Management Complex (RWMC), and RADCON workers were transferred to TAN.

Within 1 week, the changes to the INTEC SNF program realized a reduction from 176 full-time
equivaents (FTEs) to 110. Within 3 weeks, the number was reduced down to 94 FTEs. With the
reductionsin the INTEC SNF program, planned reductions of the INTEC High Level Waste
(HLW) Operations will be manageable without resorting to any displacements.

Notwithstanding the success of managing the placement, transfer, or reassignment of these
personnel, it will become harder to reassign site workers as the Environmental Management (EM)
program declines.

3.1 Stakeholder Input and Communications Strategies

Consultation with local, state, and national stakeholdersis an essential element of the work force
restructuring process. Also, specia attention should be given to consultation and communications
with the existing work force, their representatives, and local communities. Oak Ridge, Kansas
City, and Sandia National Laboratory provide examples of stakeholder input and communications
efforts, and lessons learned from those efforts.

Example: Oak Ridge Site [ Contact: William Truex; (p) 865-576-0662, (f) 865-576-6964]
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Because of the large number of contractors managing and operating DOE facilities in Oak Ridge,
under the direction of severa program offices, Oak Ridge Operations (DOE-ORO) recognized
the need to obtain input from the variety of stakeholders in the community during ongoing work
force restructuring. In 1993, the DOE-ORO Industrial Personnel Group (I1PG) established, and
since then has chaired, an Adjustment Assistance Coordinating Council (AACC), which serves as
amechanism for discussing work force restructuring issues and exploring solutions and actions to
address them.

The AACC meets on aregular basis, usualy approximately every 3-4 weeks, but varies depending
on the level of work force restructuring activity. It isvery informal, with no forma membership
required, and no charter or by laws. Notes are kept of topics discussed at each meeting, and they
are distributed to participants by e-mail, as well as meeting reminders. This keeps everyone
informed even if they miss a meeting, and has served to encourage continued participation.

Regular participants include DOE-ORO, contractors (Human Resource Managers and staff,
Program Managers, other employee representatives), local union leaders, and representatives of a
variety of other organizations (educational/training institutions, local government, economic
development groups, citizen public interest/advocacy groups, etc.). In addition, staff members of
a Congressman's local office also attend, which has proved invaluable in providing him with a
general level of awareness about the need for work force restructuring, and the processes used to
implement it. The AACC has become a useful and active networking group, where a significant
amount of information is shared (e.g., early drafts of the site-wide Work Force Restructuring
Plan; loca Hiring Preference Procedures, etc.) and businessis accomplished. All of thisisto the
collective benefit of the contractor work forces, who are the target audience for assistance during
necessary work force changes.

Lessons Learned

Secure a commitment from principal representatives to participate regularly.

* Involve avariety of DOE program and other representatives as appropriate for direct
communication with stakeholders (increases validity and credibility).

» Encourage an open and frank exchange of information and concerns.

» Keep the "structure” of any communication group to a minimum, in order to keep the focus
on the needs of the impacted workers.

* Include broadest possible representation, on ad hoc basis when that makes sense, to ensure the
right mix of participantsis at each session for the most productive outcome.

» Follow-up with timely, honest feedback/resolution of questions and issues raised.
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Example: Kansas City Site [ Contact: Frank Sanchez, (p) 505-845-4864, (f) 505-845-4715]

In any restructuring initiative, the key component is frequent, candid, honest, and reliable
communications. Whether the communi cations are between the contractor’ s employees and
management, between union and management or between the contractor and the DOE,
communications can pave the way for smooth operations or create roadblocks and an
environment of distrust.

Lessons Learned

The lessons learned from work force restructuring at Kansas City suggest viewing the
communications process along the lines of initial communications and continuing
communications.

» Initial Communications. Early in the process, al parties need to have acommon
understanding of the reason(s) for the reductions (i.e., is the reduction-in-force schedule
driven or smply aresult of insufficient funding availability?). During these early stages,
everyone needs to understand (not necessarily agree) what dynamics are at work to cause
people to lose their jobs. Failure to reach these early understandings will result in continuing
communications problems and distrust of the motives for a reduction-in-force.

» Continuing Communications. The history of funding for the DOE and its contractors has been
one of almost constant change for the past severa years. People know this and understand
that the process of funding alocationsis long and many times not resolved until well into the
fiscal year. Keep peopleinthe know. Don't shield them from the changes, good or bad.
People are generally very resilient and respond to new knowledge well. What they do not
respond to is being kept in the dark when they know that more information is available.

Example: Sandia National Laboratory [ Contact: Frank Sanchez; (p) 505-845-4864, (f)505-
845-4715]

Effective communications were critical to successful work force restructuring activities at Sandia
National Laboratory (SNL). Communications took place on various levels and via a variety of
media choices, to ensure broad dissemination of available information. These level and media
selections included:

* Managersto employees. Managers received information regarding the corporate activities
through “town meetings’ and a published information guide. They, in turn, conducted
meetings of their “direct-report” employees to share information, answer questions, and relay
concerns.
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» Individual employees. Every employee also received a packet of information on the day of the
announcement. The packet included information on the voluntary separation incentive
package, assistance contacts, and guidance on job openings in the Laboratories.

» Interna media. Several methods including the Lab News (bi-weekly newspaper), the Internal
Web's Daily News, the Weekly Bulletin and a letter from the President of Sandia were also
distributed to all employees.

»  Weekly forums. During the restructuring actions, meetings were conducted weekly among
representatives from all Vice Presidents and Human Resources to record progress and to
work unresolved issues.

SNL first implemented and communicated its policy regarding the realignment of impacted
employees to new work/jobs in September 1995, providing an early framework for eventual
restructuring activities. More than 2 yearsin development, it described the principles that drive
decision-making regarding realignment, the responsibilities of Sandia s executives, managers, and
employees in the process, and the events which mark progress through the process.

4.0 Early Closure Strategy

Several DOE sites have been targeted for early closure, with a specific date established whereby
al activitieswill be completed. This raises certain unique work force planning challenges for
those select sites. They must not only have the appropriate skill mix to complete the work
through early closure, but face the challenge of being able to retain that work force needed to do
the job. With afinite time left for employment, the skilled workers needed to complete early
closure will have little incentive to stay until the job is complete, and may look for other
employment. Rocky Flats provides an example of the issues to be addressed and some incentives
employed to retain the requisite work force (see a so the example provided by the Ohio Field
Office in Section 2.0 above).

Example: Rocky Flats Environmental Technology Site (This example incor porates aspects of
work force planning, communications and stakeholder input, and education/training.) [ Contact:
Barbara Powers: (p) 303-966-3317, (f) 303-966-7447)

The primary objective of the Rocky Flats Environmental Technology Site (RFETS) isits safe,
accelerated closure with a strong commitment to reduce overall project cost and duration while
protecting the workers, the community, and the environment. A major challenge for RFETS will
be the retention of critical skills and competencies necessary to safely achieve the 2006 closure
mission. Although committed to achieving 2006 closure of RFETS, it isimportant that
employees essentially align their career transition goals and time lines with the closure schedule.
Of particular concern is the fact that the shortened employment duration associated with
accelerated closure hinders attracting and retaining critical skills and competencies.
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Based on feedback from avariety of employee surveys, focus groups, and collaboration with
representatives from other DOE closure sites, it was determined that employee confidence in their
ability to secure future employment is a major factor in their willingness to remain productively
engaged in the work of closure. It was also learned that many of the most marketable employees
possessing critical skills and competencies are willing to forego other career opportunities and
contribute to the closure mission if they are compensated for putting their careers on hold.

Furthermore, current worker transition initiatives created incentives for employees to leave, which
would soon outweigh incentives to remain through mission completion. Kaiser-Hill embarked on
a broad-based strategy of realigning human resource programs toward initiatives, which more
appropriately fit a closure environment versus an ongoing operation.

* Initiatives were devel oped which provide assistance to employees in developing and
implementing accurate information for their own personal “closure plan and schedule.”

* Benefit program revisions were identified that will make the programs more meaningful to
employeesin a closure site, while tying eligibility to departure on our closure schedule.

* An approach was developed for providing monetary incentivesto help retain certain
employees with unique and critical skills and competencies necessary for accelerated closure.

Listed below is asummary of the programs that have been implemented to date.
Programs Implemented

» Career Transition Center. The Center provides professional outplacement and career
counseling to assist employees in planning their personal closure plan.

» Job Skills Anaysis. Thisisthe ongoing forecast of headcount by skills code which assists
employeesin preparing their personal closure plan.

» Entrepreneurial Resource Program. This program helps to create self-employment for current
and former Rocky Flats workers through the provision of in-depth business planning
assistance and other value-added services.

» Revisonsto Tuition Reimbursement Programs. Thisinitiative allows employees to access a
broader range of education options. It is expected that employees employability and market
skills for positions after leaving Rocky Flats will increase.

 Employer Network. Kaiser-Hill is creating partnerships with area employers to facilitate
consideration of employees for their current/future openings.
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» Sdaried Pension Plan Improvements. With DOE-HQ approval, the salaried pension plan was
amended by adding alump sum option (lump sum digibility tied to layoffs), reducing early
retirement reductions and eliminating the social security offset.

* Financid Planning Seminars. Kaiser-Hill provides professionally-led seminars to interested
employees each quarter.

» Vacation Accrua Adjustment. This allows employees to establish alarger earned vacation
bank that would then be available for career transition purposes at the time of their
termination.

The costs of the initiatives discussed above can easily be offset by their impact on avoiding even
greater costs associated with scheduled delays, and the cost of obtaining replacement employees.
These initiatives are also expected to reduce employee anxiety about closure and alow employees
to align their personal closure schedule with that of the site work they perform, thereby enhancing
their productivity.

Lessons Learned

» Existing worker transition initiatives created incentives for employees to leave, which would
soon outweigh incentives to remain through mission completion.

» Employees possessing critical skills and competencies are often willing to contribute to the
closure mission if they are compensated for putting their careers on hold.

* Human resource programs and monetary incentive programs must be developed and more
appropriately fit a closure environment versus an ongoing operation.

5.0 Outsourcing/Privatization

While the Planning Guidance is silent on the objectives associated with outsourcing and
privatization, these activities are recognized as another means of restructuring the current work
force to meet overall objectives. A number of the sites have incorporated outsourcing and
privatization as awork force restructuring tool. Savannah River and Rocky Flats have been
leadersin this area.

Example: Savannah River Site [ Contact: Tom Reynolds; (p) 803-725-1680, (f) 803-725-8573]

There have been seventeen outsourcing, privatization, or spin-off initiatives at the Savannah River
Site (SRS) between 1994 and 1998 (listed below). Following are more detailed descriptions of
three.

Basic Ordering Agreement for ER (1/94)  New Sanitary Landfill (1/94)
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Machine Shop Services (1/94) Telecommunications Operators (1/94)
Corral Subcontract for E&D Work (1/94)  Motor Repair (1/94)

Contaminated Laundry Facility (1/95) Vehicle Repair (1/95)

Bldg. Maint. For Admin. Facilities (1/95)  SCE& GD-Area Powerhouse (1/95)
News Clippings (1/95) Computer Training (11/95)

Low Level Waste Reduction (10/96) Treatment of Mixed Waste (6/97)

Westing. Safety Mgmt. Solutions (10/97)  Emergency Service Integrators (1/98)
Three Rivers Landfill (7/98)

The most notable spin-off was the formation of Westinghouse Safety Management Solutions,
LLC (WSMYS). By 1997, it was apparent that safety management work at SRS would level off
while opportunities at other government sites and in the commercial sector would increase. This
spin-off approach maintained SRS’ s access to the outsourced employees safety management
competencies, while at the same time making them available to the entire DOE compl ex.
Otherwise, these employees could have moved to other sites individually or to private industry.
Comprising of 154 former Westinghouse Savannah River Corporations (WSRC) employees, the
newly-formed WSMS provides al safety analysis, licensing, and regulatory support to WSRC.
WSMS also contracts a full range of safety management solutions to the U.S. Department of
Energy, U.S. Department of Defense, and commercial clientsin the U.S. and abroad. WSMS
now provides “external” expertise to maintain and improve upon the exceptional safety and health
record at SRS, but does so on atask order basis. This contracted task-based approach is
expected to save SRS over $15 million between 1997 and 2001, and allows SRS contractors to
staff to the valleys and augment with subcontractor support during peak periods.

In January 1998, another spin-off company was started by a group of employees who had
designed and implemented the Emergency Operations Center (EOC) and the 911 Response
Center and System for SRS. This spin-off company contracted with WSRC to perform
continuing operations and maintenance of these services aswell as to perform similar services for
regional governmental organizations. The original group of six employees has since grown to ten,
and business has expanded beyond the local region.

In July 1998, the Three Rivers Landfill, alined, regulatory compliant landfill, was opened on SRS
property to serve the South Carolina Counties of Aiken, Barnwell, Bamberg, Orangeburg,
Calhoun, Saluda, Edgefield and McCormick. No SRS employees were impacted due to this
privatization; however, the landfill created 15 permanent jobs without eliminating any jobsin the
eight counties. It is estimated the landfill will collectively save the eight counties approximately
$2 million per year and SRS approximately $24,000 per year.

Due to these spinoffs, privatizations and outsourcing activities from 1994 through 1998, about
200 employees, have been outsourced. No outsourcing activities took place in FY 1999.
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Example: Rocky Flats Environmental Technology Site (This example incorporates voluntary
and involuntary separation packages, and education/training benefits.) [ Contact: Barbara
Powers: (p) 303-966-3317, (f) 303-966-7447]

Kaiser-Hill’ s strategy isto retain employees with the skills required to deliver core activities at the
Rocky Flats Environmental Technology Site (RFETS). Ancillary support activities that require
fluctuating staffing levels or specialized expertise may be performed by subcontractors outside of
Kaiser-Hill. Consistent with DOE policies and procedures, the Rocky Flats Field Office’s (DOE-
RF) Work Force Restructuring Plan Three, and with applicable collective-bargaining agreements,
make-or-buy cost evaluation tools are used to determine whether outsourcing will accomplish
measurable cost savings, or meet other outsourcing objectives. Staffing flexibility, avoidance of
capital expenditures, increased efficiency, or access to expertise not available at RFETS, are key
considerations when making the ultimate outsourcing decision.

Kaiser-Hill has established a make-or-buy review committee to review initial outsourcing
decisons. The review committee requests bargaining-unit involvement in appropriate
circumstances that have the potential to impact bargaining-unit employees. The purpose of
outsourcing is not to reduce wages and benefits for existing employees, but rather to improve
productivity.

| mplementation Process
Once an areaisidentified for outsourcing, Kaiser-Hill pursues the following process:

» Kaiser-Hill will notify DOE every 6 months of potential outsourcings that are being
considered for implementation during the next 6-month period. They will aso report
outsourcings that became effective during the preceding 6-month period.

» Affected employees will be notified prior to the anticipated contract effective date that their
scope of work is at risk of being subcontracted and that they are, therefore, at risk of being
involuntarily separated.

At that time, affected employees will be provided detailed, written notification of their separation
benefit program options. In the event that the VVoluntary Separation Payment Program (VSPP) is
one of the options, employees will receive adequate advance notice to comply with the
requirements of the Age Discrimination in Employment Act and the Older Workers Benefit
Protection Act. If an employeeis eligible, and elects the VSPP option, he or she will have to
comply with the restrictions on re-employment set out in the General Release and Waiver.

» Affected employees who are involuntarily separated will receive a 2-week layoff notice prior
to the effective date of the new subcontract. In some cases, management may choose to
involuntarily separate employees after the subcontract has taken effect. At management’s
discretion, employees receiving their 2-week notice will either remain at work during the 2
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weeks or be sent home with pay, pending the termination of their employment. Salaried
employees will receive the standard Involuntary Separation Program (1SP) including
severance pay.

* Anonsite tuition reimbursement program provides employees with an ongoing opportunity to
retrain themselves to provide core functions, and thus remain employed in the jobs available at
RFETS. Employees whose functions are being outsourced are also offered the following:

* Voluntary separation through the current VSPP, if offered;
* Involuntary separation through the current ISP,

* Involuntary separation after accepting a position with the outsourced entity.
This option alows the employee to accept employment with the new entity, work through
the separation notice period, and receive his or her full severance payment and hiring
preference.

In implementing the outsourcing program, we learned that it was important to maximize the
amount of advance notice to employees of impending outsourcing or other restructuring. This
advance notice has allowed employees a reasonable opportunity to make decisions regarding
alternative placement at RFETS, to begin an external job search, or to accept employment with
the outsourced subcontract, if that option is available.

Example: Hanford Site [ Contact: Carole Byrd; (p) 509-372-1535, (f) 509-376-5378]

Under the contract awarded to Fluor Hanford, Inc. (FHI) and ateam of mgor subcontractors,
effective October 1, 1996, there was significant outsourcing at the Hanford Site. A component of
the Fluor team proposal included economic transition and stabilization of the local economy
through the conversion of a number of Hanford jobs to private-sector jobs and a commitment to
develop additional non-Hanford work. Upon the assumption of contract responsibilities, Fluor
transferred 2,204 former Westinghouse Hanford, Boeing and | CF Kaiser Hanford employees to
local corporate affiliates called Enterprise Companies or ENCOs.

Each local corporate affiliate was selected by Fluor to be a directed source of supply for Hanford
for a specific scope of work. Theinitial contract term for each of the affiliates was 2 years with
options for additional renewals. During this 2-year period, the corporate affiliates were expected
to develop private non-Hanford work in order to become viable local businesses that would fuel
long-term employment growth and stability outside of the Hanford market.

During the past 4 years, changing priorities have reduced the exclusive work scopes assigned to
the corporate affiliates. The dollar value of exclusive work has steadily decreased from $228M in
FY 1997 to an estimated $127M in FY 2000.
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Four of the six initial corporate affiliates still remain. Two were discontinued and their work
scope moved back into the Fluor Hanford Contract for business reasons. These two corporate
affiliates were B& W Protec, responsible for safeguards and security services, and Duke
Engineering Services Northwest, responsible for quality assurance and inspection services. It was
determined that safeguards and security services had very limited non-Hanford job growth
opportunities, and the QA scope of work performed by Duke was really a core function which
should be salf-performed by Fluor Hanford.

Through FY 1999, the corporate affiliates have created 161 non-Hanford jobs:

B&W Protec 1
COGEMA 11
Duke Engineering Services NW 38
Fluor Federal Services 64
L ockheed Martin Services, Inc. 28

Waste Management Technical Services 19

Fluor Hanford has established a formal program called the Buy for Economic Stabilization and
Transition Program (BEST) for consideration of other Hanford work scope for
outsourcing/privatization opportunities. The BEST program establishes the policy and guidance
to ensure that all work activity, products, and service requirements are acquired in a cost-effective
manner. This program was instituted in order to fulfill the contract commitment that Fluor would
outsource 50 percent of itstotal budget by 2001.

Because the basic premise of the BEST program is that further local economic development and
job creation are essential to the successful completion of the Hanford objectives, a bias for “buy”
is built into the plan. The process begins as early as the development of the Annual Work Plan
and Multi-Year Work Plan where each manager is required to review potential work scope for
subcontracting candidates. Two examples of successful BEST candidates that have been
outsourced include fabrication of spent fuel basket canisters and calibration standards services.

T The Hanford Spent Fuel Project had a need for approximately 400 large multi-pack fuel
canisters to hold the spent fuel material temporarily stored in the 100-K Area pool basins.
The fabrication capabilities did not exist on the Hanford site. Using the process contained in
the Hanford Atomic Metal Trades Council (HAMTC) collective-bargaining agreement, Fluor
worked with the union to outsource the fabrication work to an off-site vendor.

T The Hanford Calibration Laboratory was in need of an upgrade due to a deficiency in meeting
NQA-1 cdlibration standards. Due to funding constraints, the decision was made to outsource
these services. Successful discussions with HAMTC provided for the transfer of the
incumbent union-represented work force to an outside vendor. Although the employees were
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transferred to a private employer, they remained in the Hanford site benefits program and
retained all service credits.

The above examples involved employees represented by a bargaining unit, emphasizing the need
for early involvement of the Industrial Relations staff of the Richland Operations Office in the
consideration process. In addition, we have learned it isimportant to involve the Legal,
Contracts, and Human Resources functions early in the process.

As aresult of implementing the corporate affiliate contracting arrangement and active use of the
BEST program, the contractor outsourced 57 percent of its budget by the end of August 2000.

6.0 Restructuring Methods

There are severa methods by which work force reductions may be implemented. These include
voluntary options (early retirement packages and voluntary separation programs, in addition to
managed attrition) and involuntary reductions-in-force. Savannah River, Rocky Flats, and Oak
Ridge offer perspectives on each of these options.

6.1 Early Retirement Program

Example: Savannah River Site [ Contact: Sandi Pike; (p) 803-725-5904, (f) 803-726-
7631]

The first Early Retirement Incentive (ERI) at the Savannah River Site (SRS) was initiated
as part of an overall strategy to reduce the work force by approximately 2,600 workers
during FY 1993. Participation in thisinitial ERI was limited to full-service Westinghouse
(WSRC) and Bechtel (BSRI) employees who were covered under the WSRC or BSRI
pension plans.

Intermittent construction craft workers were initially excluded from participation. Asa
result, although these intermittent workers were incorporated into later ERIs based on
stakeholder input, the initial exclusion of construction craft workers from participation in
the ERI created an environment that produced a considerable amount of negative
feedback to both the DOE Savannah River Operations Office (DOE-SR) and its
contractors.

The ERI allowed employees to add 3 years of service and 3 years of age as of September
30, 1993, for determining retirement eligibility and to calculate pension benefits. All full-
service employees who, with the addition of 3 years of age and service would be dligible
for aregular retirement, were eligible for the FY 1993 ERI. A packet of information
about the ERI was sent to eligible employees home addresses. There was an
overwhelming response to the FY 1993 ERI with over 700 employees electing to take the
ERI.
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In FY 1995, three factors required further reductions in the SRS work force: (1) the
continuing need to reduce federal expenditures; (2) the changing SRS missions; and (3)
contract reform initiatives including fixed-price subcontracting. Asaresult, areduction of
approximately 4,200 workers was needed prior to the beginning of FY 1996. Another
ERI aswell as avoluntary separation program was offered to maximize the number of
employees able to leave SRS of their own choice. The FY 1995 ERI was identical to that
offered in FY 1993 except that a job attachment test consistent with the DOE
Headquarters (DOE-HQ) guidance had to be met, and eligible, intermittent construction
craft workers could participate.

During FY 1996, the need to reduce federal expenditures again made headcount
reductions a principal objective prior to the beginning of the next fiscal year. To
accomplish needed work force reductions during that year, DOE-SR and WSRC planned
to offer a Voluntary Separation Program (V SP), but no ERI, prior to any involuntary
separations. There were two primary reasons for not offering an ERI. First, more so than
in VSPs, employers who "fence" out employees with critical skills who are retirement
eigible, even though alegitimate business need, may be legally challenged. Second, there
was a concern that ERIs, if repeatedly offered during every reduction-in-force, could at
some point become expected by the plan participants as a fundamental part of the plan
design. However, after considerable consultation with various stakeholder groups,
including Congressional representatives, an ERI was offered again in FY 1996.

In February 1996, after the VSP and ERI were planned but before they were implemented,
the DOE announced a moratorium on any involuntary separations throughout the
remainder of calendar year 1996. The moratorium on involuntary separations had an
apparent effect, i.e., amuch smaller number of employees actually opted to |eave the work
force voluntarily, either by way of the ERI or VSP, than what had been estimated prior to
announcement of the moratorium.

Also prior to the ERI and V SP being implemented in FY 1996, new requirements were
placed on the contractors to provide the number of employees, by age, in each job
category. Thiswasto avoid violations of the Age Discrimination Employment Act
(ADEA). Although the task was quite cumbersome, WSRC devel oped tables that DOE-
HQ found useful as a model for other sites.

In FY 1997, involuntary work force reductions occurred twice. No ERI was offered for
the same reasons that were considered in FY 1996, but more so because the FY 1997
reductions were merely a continuation of the FY 1996 downsizing initiative that was
delayed by the moratorium.

Early in FY 1998, it was announced that no layoffs would occur at SRS during that fiscal
year; therefore, no ERI was offered in FY 1998.
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Lessons Learned

. Since an ERI, if offered, generally should be offered to al employees who meet the stated
eligibility requirements to avoid age discrimination and technical pension problems, SRS
lost many needed skills through each ERI.

. In evaluating the decision to offer an ERI, consideration should be given to how it is
communicated to the work force so as to avoid future expectations of ERIsin future
reductions-in-force. Even so, ERISs, if repeatedly offered at every reduction-in-force, have
the potential of becoming an expectation on the part of plan participants. In evaluating the
decision to offer an ERI more than once, consideration should be given as to whether the
ERI is beginning to become an expectation by the work force, which could require the
Plan Sponsor to accept the ERI as a part of the pension plan design and/or could have the
potential of exposing the plan to alegal challenge by afuture participant(s) who was not
offered an ERI.

. Sending ERI information packages to eligible employees homes, though costly, ensured
positive contact with, and greater responsiveness from, more employees than may have
otherwise been realized.

. When destaffing strategies are formulated, care must be taken to ensure that each
stakeholder group is consulted, including intermittent workers, union representatives, and
Congressional representatives.

. The tables WSRC used to display the ADEA age datawere in a clear, useful format that
DOE-HQ used as a sample for use at other sites.

6.2 Voluntary Separation Program

Example: Rocky Flats Environmental Technology Site [ Contact: Barbara Powers.
(p) 303-966-3317, (f) 303-966-7447]

The Voluntary Separation Payment Program (V SPP) has been a useful tool at the Rocky
Flats Environmental Technology Site (RFETS) in minimizing the impacts of work force
restructuring and the numbers of involuntary separations.

The VSPP could be implemented for one or more reasons including budget reductions,
outsourcing of afunction or activity, building or function shutdown, or efficiencies gained
through realignment of work processes. An employee participating in the VSPP cannot
become employed at RFETS or by DOE or any other contractor or subcontractor for a
period of 1 year from the date of his or her separation unless the employee refunds a pro
rata share of his or her separation payment to DOE. Only those employees, who were
hired on or before September 27, 1991, are eligible to participate in the VSPP.
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V SPP payments are based on continuous years of service since the latest hire date with the
current contractor, its predecessor, or eligible subcontractor at the site. The payment
scale begins at 24 percent annual base pay for 5 years of service and graduates upwards 2
percent for every year of service ending at 80 percent of base pay for 33 years of service
and above.

Employees taking the VSPP are eligible for the Displaced Worker Medical Benefits
Program (if they meet the program requirements), a retraining benefit of $10,000, and
career assistance services.

In order to have controls on the types of skillsleaving RFETS, the following criteria were
developed for use by management in determining acceptance or rejection of VSPP
applications:

. Impact to critical environmental, safety, and health mission supported by the
applicant;

. Impact to a critical safeguard and a security mission supported by the applicant;

. Creation of a condition which would require hiring off-site to backfill aresulting
vacancy;

. Probability that the applicant will be involuntarily separated;

. Probability that the voluntary separation by the applicant will save another worker
from being involuntarily separated.

There are three VV SPP options which may be used depending on RFETS's circumstances:

. Targeted VSPP. When it has been determined that a particular department, job
classification, or employee group must downsize, the affected employees may be
given an opportunity to be voluntarily separated. Once final management approval
has been given, the approved employees will separate on a specified date.

. Predetermined VSPP. Under this option, employees who apply (if the VSPP is
offered) and are selected to participate in the VSPP will terminate employment on
a date sometime in the future (potentially 6 to 36 months away) based on the
completion of their work assignment, building closure, or project. Thisoption
would provide certainty to both the employee and the company as to a separation
date.
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. Large-scale VSPP. If alarge-scale VSPP is necessary, management will determine
which company employee groups shall be ligible for the VSPP. This option
would be used in the event of significant budget reductions, etc.

Example: Hanford Site (Contact: Carole Byrd; (p) 509-372-1535, (f) 509-376-5378)

In 1995, a Specia Voluntary Reduction of Force (SVROF) was offered to employees of
Westinghouse Hanford, Boeing, and ICF Kaiser. Three (3) options were available to
employeesin specified job categories. Two of the options offered alump sum in lieu of
benefits.

Option One was available to all employeesin the specified job categories and offered a
separation payment of 1 week of base pay per year of credited service up to 26 weeks,
medical benefits, educational assistance, and relocation assistance. This was an
enhancement from the normal severance pay maximum of 20 weeks of pay for involuntary
layoffs. Part-time employee severance pay was prorated.

Option Two was available to employees in specified job categories whose employment at
Hanford (or another DOE defense site) began on or before September 27, 1991. The
option offered a one-time cash payment of $15,000 in lieu of severance pay, educational
assistance, and relocation assistance.

Option Three was available to employees in specified job categories whose employment
at Hanford (or another DOE defense site) began after September 27, 1991. The option
offered a one-time cash payment of $7,500 in lieu of severance pay, educational assistance
and relocation assistance.

All employees who participated in the Specia Voluntary Reduction-in-Force were eligible
to receive outplacement assistance and to continue to use the services of employee
assistance programs. They could elect to continue medical, dental, and vision insurance
coverage for self and eligible dependents for up to 36 months. They a so could continue
basic life, accidental death and dismemberment, dependent life, personal accident and
long-term disability coverage. Participating employees were not eligible to be rehired by
the contractor from whom they separated or its integrated subcontractors for 1 year from
the date of separation.

Participation levels demonstrate that the lump sum options were effective in incentivizing
employees to separate voluntarily. Approximately 79 percent of the participants chose
one of the two lump sum options instead of the enhanced severance. Participation in each
of the three optionsis listed below.
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Option 1 (severance): 199

Option 2 ($15,000 incentive) 482
Option 3 ($7,500 incentive) 282
Total 963

Each of the options targeted different employee populations. Option One was generaly
the choice of participants with the longest service credit who would receive the highest
levels of severance and/or wanted to use the educational assistance and/or relocation
assistance benefits. Of the 199 employees who participated in Option One, 163 were hired
before September 27, 1991, and 36 were hired after that date.

Option Two was more likely to be used by employees with a mid-range of service credit
who, therefore, would have received less than the maximum severance benefit and who
did not want or need the educational and rel ocation assistance benefits. Option Three
targeted employees with just afew years of service. They were not eligible for Option
Two and their severance would be minimal if they selected Option One.

Example: Elk Hills[Contact: Diana Greenhalgh; (p) 202-586-5563, (f) 586-4446]

The Office of Naval Petroleum and Oil Shale Reserves (NPOSR), Fossil Energy, initiated
the 1995 contractor staffing reductions of Bechtel Petroleum Operations, Inc. (BPOI) in
order to maximize the profitability and operational efficiency of the Elk Hills oil field.
NPOSR believed that, through responsible streamlining, significant staffing reductions
could be made without impairing operations or health and safety standards at the field.

To develop aresponsible yet compassionate work force restructuring plan, areview team,
consisting of representatives from each of the mgjor stakeholders at Elk Hills, was formed.
The stakeholders were Headquarters NPOSR, DOE-Naval Petroleum Reservesin
Cdifornia, BPOI, and Chevron U.S.A.

An Elk Hills steering committee began the streamlining initiative with an analysis of 22
functional areas of responsibility of BPOI and an appraisal of the Elk Hills work
environment. Another consideration was proposed staffing levels by Chevron U.S.A.
which had been included in an unsolicited proposal to the Department to take over
operation of Elk Hills.

The analysis identified three separate potentia staffing levels for a restructured BPOI
work force, each level depending upon NPRC' s ability to effect certain changes in work
requirements and processes. The total reduction target associated with these three levels
was 230 employees, or about 32 percent of the BPOI work force of 726. The July 1995
restructuring effort focused on the first level of reduction. Thefirst level called for a
reduction of 164 employees.
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The work force restructuring consisted of both a voluntary separation program and an
involuntary separation program. No early retirements were offered. The voluntary
separation program provided enhanced severance benefits for employees who volunteered
to resign. The voluntary separation benefits included enhanced severance pay based on a
minimum of $10,000, using a formula with a declining rate based on 150 percent of
normal severance pay for employees who would receive the least amount to no additional
severance for employees who would normally receive $70,000 or more. Employees could
also receive educational or retraining opportunities; continued medical insurance
assistance if they had no other means of obtaining it; and reemployment/placement
assistance through an outplacement services center that was established for

NPRC employees.

The involuntary separation program was compliant with the BPOI Human Resources
policy and procedures manual. Those separations would be made based upon the
outcome of the voluntary separation program and on a structural review of a number of
factorsincluding, but not limited to, versatility, demonstrated performance, length of
service, and impact on affirmative action goals where other factors were relative equal .

Because no rehiring was planned for positions vacated, management reserved the right to
decline arequest for enhanced voluntary separation if the individual or position was
determined to be critical to mission accomplishment.

The restructuring program resulted in 196 voluntary separations and two involuntary
separations at atotal cost of $7.4 million. Annual savings to the program were estimated
to be $11 million.

Key to the success of the voluntary separation program was a comprehensive
communications network established by BPOI’ s Human Resources Department (HRD).
“Human Resource Open Meetings,” facilitated by the Manager of the HRD, were held. In
addition, a hotline was established so that employees could call directly to ask questions.
The most frequently-asked questions, along with prepared answers, were posted weekly
on abulletin board on the electronic mail system as well as published and distributed to
each employee.

Lessons Learned

. It isimportant to have strict criteria established in screening applications to ensure that
critical skills are not allowed to voluntarily separate.

. Reviews need to be conducted routinely to ensure that individuals are not returning to
work before the time limit on the General Release and Waiver has expired. Due to audit
findings, we require Kaiser-Hill to do monthly spot checks of new hiresto ensure that this
situation does not occur. It aso helpsin assuring that hiring preference is being honored.
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6.3 Involuntary Separation Program

Example: Oak Ridge Site (This example incor porates aspects of communication
efforts.) [ Contact: William Truex; (p) 865-576-0662, (f) 865-576-6964]

Three areas of importance in implementing a reduction-in-force include guidelines for
employee selection, efforts to communicate the process to involved parties, and training
personnel for notifying those selected. Oak Ridge contractors, Lockheed Martin Energy
Systems (Energy Systems) and Lockheed Martin Energy Research (Energy Research),
have developed a process and communicated guidelines for reduction-in-force selection.
The guidelines have been distributed to all division, office, and program managers and are
updated and redistributed as needed. The guidelines provide step-by-step information
beginning with the identification of impacted positions and the selection of employees to
be involuntarily laid off. Selection requires consideration of mission needs, identification
of peer groups, and ranking employees by retention criteria. The process also includes an
adverse impact analysis, completion of layoff comparison forms which serve to document
peer group identification and retention criteria evaluation, and presentation to the
Reduction-in-Force Review Board.

An important step for the Manager isto identify peer groups-typicaly employees within
the same organizationa unit who perform the same or similar types of work and have
comparable skills. The key concept is interchangeability or the ability to assume job
assignments. Secondly, the Manager will rank employeesin the peer group by the
following retention criteria: possession of criteria skills, annual performance review
results, job knowledge/skillsin current position, transferability of skills, length of company
service, and time in current position.

The Division or Program Manager will present the proposed actions to the Reduction-in-
Force Review Board. The Board, chaired by the Human Resources Division Director,
consists of the Work Force Diversity Manager, staffing and compensation organization
representatives, and an executive line manager who is not a part of the organization being
reviewed. The Board isresponsible for ensuring fairness, consistency, and compliance
with EEO requirements prior to employees receiving reduction-in-force notices.

The Energy Systems and Energy Research reduction-in-force selection process was cited
in the Assessment and Programmatic Implications of Worker and Community Transition
Activities on Diversity Programs and Initiatives performed by Parallax, Inc., and has been
named as a Best Practice by the Office of Federal Contract Compliance Programs. In
addition, DOE presented a Notable Best Practice Award to Energy Research in 1998 for
establishing a reduction-in-force review board. In 1997, Energy Systems received the first
DOE EEO/Diversity ZIA award for excellence. Thisis DOE’s highest level award in
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recognition of excellence in EEO/diversity programs and systems within DOE
organizations.

Work force restructuring programs including plans for a reduction-in-force are
communicated to managers and employees by severa means. Initial communications take
place viathe electronic bulletin boards, ORNL Today, and Inside Energy Systems. In
addition, meetings are held for Managers and bargaining unit officers and employees.
Formal presentations are followed by question and answer sessions. Reduction-in-force
guidelines have been communicated to employees in Ridgelines, the Lockheed Martin
newspaper, and may be found on the Internet. Reduction-in-force announcements,
including communication of the voluntary reduction-in-force program and application, are
sent to each employee by internal mail. Special sessions are held to present and
communicate the benefits that accompany a voluntary reduction-in-force program.

A Reduction-in-Force Workshop for Supervisors (or Notifier Training) is offered to
interested managers who have not previousy communicated a layoff. The sessions are
held at the Lockheed Martin Career Center and include areview of the notice package
contents, instructions to supervisors, guidance on Career Center activities and services, a
list of contacts for information and assistance, and tips on planning and conducting an
effective notification meeting. These tips include preparing communications, setting a
tone, coping with emotions, dealing with anger, and maintaining morale. Supervisors may
view aVvideotape, The 60-Day Notice, produced by Boeing Corporation. Additional
resources and assistance are available from the Employee Assistance Program, the Ethics
Office, and the Human Resources Division.

6.4 Retraining/Reassignments

Example: Savannah River Site [ Contact: Sandi Pike; (p) 803-725-5904, (f) 803-726-
7631]

(Reassignment without Retraining)

Through WSRC' s quarterly process to update their work force analysis, it was determined
that there were some skills mix problems. Within the nonexempt ranks, there was a current
excess of Electrical and Instrumentation (E&1) mechanics and maintenance employees. In
addition, there was a shortage of radcon inspectors and production operators. The need
for radcon inspectors and production operators is expected to increase as the site prepares
for new facilities to process tritium and plutonium which are in the process of being
designed and built. Although staffing those facilities will not begin for several years, steps
need to be taken soon to have trained and skilled employees ready to operate the new
facilities when completed.
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To address this skills-mix problem and the fluctuating staffing need for technical
nonexempt employees, WSRC proposed establishing a new nonexempt work unit, the
Multi-Skilled Technician Unit (MSTU) at pay grade 20. The MSTU would consist of
employees cross-trained on the skills of production operators, radcon inspectors, and E& |
or maintenance mechanics. Employee input was sought from a variety of sources
including the First Line Supervisors Advisory Council, a nonexempt focus group, and the
Senior Maintenance Management Council. With SR concurrence, WSRC implemented
the MSTU in March 2000. Applying for a position in the MSTU was voluntary.
Selection was contingent upon passing an aptitude exam, and either currently or
previoudly holding a pay grade 20 position in one of the associated, existing technical
work units (maintenance, E&| mechanic, radcon, or production operator). Establishing
this new work unit has provided an effective tool for retaining the skills and talents of
some of the current nonexempt employees, while smultaneously meeting the current and
future staffing/business needs. Initialy, approximately 100 employees will be cross-
trained.

(Reassignment without Retraining )

After the window for accepting applications for WSRC's Early Retirement Incentive
(ERI) Program had closed, WSRC had approximately 280 employees who occupied
excess positions.  Prior to an involuntary layoff being considered, WSRC enacted the
“matching process’ that had been 